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CREW CONTROL DEPARTMENT RESTRUCTURING,
WORKLOAD AND STAFF SATISFACTION IN THE AIRLINE

Abstract. Organizational change and restructuring is often followed
with staff reduction which may bring occupational stress, impacting
negatively on the psychological well-being of employees. Conversely, the
purpose of new structure is to maintain all employees by sharing
responsibilities and creating new roles. This study investigates increased
workload of department which is result of less job satisfaction and the main
problem is less effectivenessof Operational Department functioning.
Current structure consists a total of 80 employees including 10 Crewing
Duty Managers, 15 Senior Crew Controllers, 35 Crewing Officers, 15 Crew
Support Officers and 5 Crew Logistics Officers. All mentioned positions
were observed and interviewed during day-to-day operation.

The purpose of this article is to maintain all employees by sharing
responsibilities and creating new roles. This study investigates increased
workload of department which is result of less job satisfaction and the main
problem is less effectivenessof ~ Operational Department
functioning.Organizational change and restructuring is often followed with
staff reduction which may bring occupational stress, impacting negatively
on the psychological well-being of employees.

Key words: restructuring, workload, positive and negative affect,
airline industry.

skskok

Anparna. Makana Makcatbl OOJIBIN JeTapTaMEHT )KYMBICBIH JKaKCapTy
YIIiH KYMBICKEpJIEp KBI3METTEpiH TeHJell Oenly >XoHEe JjKaHa >KYMBIC
OpBIHAAPBIH anry OoJbIM TaObUIAABI. ATaylibl Makajia JemapTaMeHTTErl
JKYMBICOACTBUIBIKTRI 3€PTTEHI, OUTKEeHI oNl o3 Ke3eriHae, OnepaTuBTIK
JEMapTaMEHTTIH JKYMBIC A(OQPEKTUIIMH XKoHE >KYMBICKEPIEPAIH KOHLI
TONYUIBUIBIFBIH a3aiiTThl. Kaiita Kypy, keOiHece, )KYMbICKepJep CaHbIHBIH
a3al0bIMEH TYCMA-TYC KeJel, O KoCiOM KOOamKYJBIK TYABIPAAbl JKOHE
KYMBICKEpJIEp/IiH BIHTACBIHA KEp 9CepiH Oepei.

KinTTik ce3nep: kaiita Kypy, >KYMBICOACTBIIBIK, TMO3WTUBTI >KOHE
HETaTHBTI acepiep, dye UHIYCTPUSCHL.

skosk

AnHoTanus. llensio cTaThu ABISIETCS pacmpeneiieHne 00s3aHHOCTEH
MCKOAY pa6OTHI/IKaMI/I U CO3JaHUC HOBBIX MHNO3UWOWU [JId YIIYUIICHUA
pabotel.  JlamHas  pabora  HcCIeAyeT  YBEIWMYCHHYIO  HArpys3Ky
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JieTlapTaMeHTa, YTO TPHBEIO K HaMMEHbIIEMYy Y/JOBJIECTBOPCHUIO H K
MmeHbliell 3¢ dexkTuBHOCTH B padore OmnepaTuBHOro JlemaprameHra.
Opranu3allMOHHBIE M3MEHEHHS W PEKOHCTPYKIHS YacTO NPUBOIAT K
COKpAILIEHUIO KOJHW4YecTBa PabOTHUKOB, YTO B CBOIO OYepedb BIMSET Ha
npodecCHOHaNbHBI  CTpecc, TakXKe HEraTHBHO  CKa3bIBaeTCS  Ha
MICUXOJIOTUYECKOM OJIaronojy4uu pabOTHUKOB.

KiroueBble ciioBa: PEKOHCTPYKIHMS, 3arpyKEHHOCTb, MO3UTHBHBIC H
HEraTUBHBIC BIMSHUS, aBUAIIHOHHAS. WHIAYCTPHSL.

Introduction

The Operations Centre (OC) is an important department in the Aviation
Safety Operations division of the Airline. The primary role of theOC is to
use the combined resources and knowledge of the departmental staff
situated in the OC to maintain the published schedule and limit the effect of
disruptions to the schedule. Schedule Monitoring includes monitoring
flights, changing aircraft or schedule to meet commercial and regulatory
demands, pre-empting schedule disruption, and schedule of aircraft
resource optimization.

The Crewing department within the OC manages the rosters of the
flight crew and cabin crew. Underthe leadership of the Manager Crew
Control and the Crewing Duty Manager, the staff works as a team to make
collaborative decisions in the best interests of passenger safety and comfort
while ensuring airline business interests are catered for. Through all
operations, it is paramount that there is the prompt and accurate
dissemination of operational information to relevant partners to support
collaborative decision making within the OC.

By this research the author wants to show that the current structure of
department is not effective anymore as to rapidly growth of the Airline
industry. As a result, a workload is increasing accordingly. One of the
Manager’s responsibility is monitoring the workload of staff to make a
restructure if it requires. The impact of the same structure with increasing
workload can reduce work performances and affect the safety of flights,
cost, compliances, operation integrity, staff and flight crew satisfaction.

There is some literature that focuses on general information about
Operations Control “IATA Airline Cost Conference, Geneva 2014,
however internal organization of Airlines is absent due to confidentiality.
Despite thisother literature were studied such as Ronald J. Burke “Hospital
restructuring, Workload, and Nursing Staff satisfaction and Work
Experiences” [1]and James Warren D. “Relationships between airline
employee morale, motivation, and leadership communication during
organizational restructuring: A correlation study’ [2]. According to
mentioned studies it wasfound that quantitative workload is a consistent
stressor in the department. In addition, authors investigated that workload is
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one of the main significant predictors which affects to less effectiveness,
stress, less performance, staff satisfaction, and burnout. Post-restructuring
is not less important as it takes place on employee mental condition. Social
Support, Positive and Negative affect need to be considered before
proceeding with new structure of department or organization. This has been
found in study of Vivien Swanson and Kevin Power “Employee’s
perceptions of organizational restructuring: the role of social support[3].

The aim of this research is to find out the main problemsof current
Crew Control Department structure. Then, based on analysis to suggest a
new vision of department structure which will meet all the requirements to
increased workload. The rest of the studyis structured as follows: section 2
describes theoretical framework used in this study; section 3 introduces
methodology for analyzing quantity of current structure; section 4 key
results and findings of the analyses are presented; section 5 contains
discussion and a summary of the conclusion.

Theoretical framework

This study applies the main workload problems that were the
undertaken in the research of RonaldJ. Burke “Hospital restructuring,
Workload, and Nursing Staff satisfaction and Work Experiences”[1].This
work indicates that overloading leads to frequent mistakes, fatigue and
dissatisfaction with his/her position. The increasingworkload without the
necessary resources and support from colleagues leads even to health
problems. With regard to Crew Control department under study, this may
be the main cause of such major problems as flight delays, illegal planning
of crew for flights and most importantly, may cause risks for flight
safety.Likewise, J.Burke evaluated such important factors as job
satisfaction, work effectiveness, errors and coordination that can also be
applied in Crew Control department [1].

The research results of work “Employees' perceptions of organizational
restructuring: The role of social support” of Vivien Swanson and Kevin
Power[4] specify that Senior Officers and Managers are more involved in
work and receive more stress than industrial employees, what is similar to
airline.

In the modern world, the concept of restructuring is interpreted as a
‘downsizing number of employees’ [5], but this leads to a conflict of
interest, greater workload and job dissatisfaction of surviving workers post-
restructuring, which cannot be applied in Crew Control Department. For
this reason, it was decided that division of duties and responsibilities are
the most optimal ways to reduce the workload and to run operation more
efficiently. It was revealed that restructuring and reorganization lead to
more efficient and coordinated work [4]. For work improvement, it is very
important for junior staff to get support and knowledge from managers and
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co-workers [6], which is now impossible in Crew Control department due
to high workload. In present study it will be analyzed how it can be solved.

Methodology

Shift working positions:

There are many different tasks to be completed on a daily basis in Crew
Control. To make identification and tracking streamlined the following
positions are observed:

Crewing Duty Managerleads and manages the Crewing and Crew
Support teams with the following functions:

* Crewing (day 1 and 2 — i.e. today’s and tomorrow’s operation)
* Pre-ops Crewing (day 3 to end of the published roster)
* Crew Help Desk

Senior Crewing Olfficeris the shift leader for the 24-hour Crewing and
Crew Support teams. They are responsible for managing the day-to-day
activities of Crewing and are a key stakeholder in the operational decisions
that are made within the Control Center.

Crewing Officers are responsible for monitoring operational crew
compliance and making changes to crew rosters <48 hours prior to flight
report time in line with legality standards and Company business rules. The
current tasks of Crewing officers are filled as follows: task 1 — Coverage;
task 2 — Notifications; task 3 — Support for Desk 1 and 2; task 4 — Emails
and Tickets; task 5 — Validations.

Crew Logistics Officer 1is responsible for ensuring all hotel
accommodation; flights and surface transport are in place for all Company
operational crew. Additionally, they are responsible for the processing and
transmission of all crew Advanced Passenger Information System (APIS)
data.

Crew Support Officers (helpdesk) maintains flight and cabin crew
operational records.

The research uses mainly observation to cover all current positions of
Crew Control Department during day-to-day operation. In particular, each
position was practiced during peak hours in order to estimate workload. In
addition, some questionnaires were designed to make short interview in
order to collect information about workload and staff satisfaction.
Evaluation list for observation:

Workload rate: workload of each position is different. It has been rated
from 1 to 5, where is 1 -very less; 2 - less; 3 - medium; 4 - high; 5 - very
high.

Performance: related to errors and mistakes, respondents have been
indicated how often (l-never; 2-infrequently; 3-frequently) each of
incident had occurred involving them over the past year. Incidents included
“delay or cancellation of the flight”, “short crew compliment for particular
flight”, “crew legality”.
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Effectiveness: the quality of crew control department has been
measured within Operation Center (1-poor; 2-satisfied; 3-excellent)
Speed:how fast the team react and solve day-to-day disruption (1-slow; 2-
medium; 3-fast)

Teamwork: collaboration of the team measured (1-poor; 2-satisfied; 3-
excellent)

Staff interview: staff has been interviewed by following 5 questions:
Is it necessary to restructure Crew Control department?
What is your vision of new structure?
Describe the workload according to your position.
What is the main problems you face in day-to-day operation?
Which position is the busiest in the department?
Results
Observation has been done in 5 different shift with a total of 56
employees which is 70% of all staff in Crew Control Department. The rest
30% were absent due to different reasons such as vacation, sickness, shift
swap etc (Graph 1).
Graph 1. Observation evaluation
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According to above Graph 1, the following problems have been found:

1. Crewing Duty Manager — is more involved to operations processes
rather than administration work due to increased workload. Workload is
too high for only one Senior Crew Controller on shift.

2. Senior Crew Controller — is responsible to find solutions for any giving
situation related to Crewing, liaison with stakeholders and lead a team
at the same time. One Senior Crew Controller could not manage
operation physically, and it delays work of other stakeholders due to
long respond. The risk of making mistake and missing an important
information (which sometimes needs to be done in a very short time) is
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very high. Most of the tasks cannot be delegated to Crewing Officers

due to less responsibilities and qualification.

3. Crew Controller — has fewer responsibilities compare to Senior Crew
Controller. In case of Senior absences, Crew Controller does not have
enough authority and experience to respond to other stakeholders,
especially OC. Also whenever there are big disruptions, Crew
Controller cannot assist with an operation such as flying duty period
calculation, suggestions of aircraft changes, flight delays, finalizing
layover crew routes.

4. Crew Support Officer — the busiest periods are during many departures
(morning 05:00-07:00 am/pm and 11:00-01:00 night time). The rest of
the time they do not have much work. As a result, in department a
surplus of the current position.

5. Crew Logistics position — if there is no replacement of current position
due to sickness, vacation etc. crew controller (Task 4) must take
Logistics responsibilities. Adding Logistics responsibilities to Desk for
leads to overload and the main problem is that Crew Controller is not as
efficient as Crew Logistics Officer which affects to obsess quality and
quantity of the work.

Interview results. Most repetitive answers are taken into consideration.
Question 1. Restructure of the department is necessary due to continues
growth of the company.

Question 2. Responsibilities of Seniors need to be shared within a team to

give other staff more independence.

Question 3. Workload of each position is different. According to employees

it depends from peak hours and disruptions. In general, workload is high as

airline became giant in aviation industry.

Question 4. The main problem is communication and teamwork within

department. Seniors take care of all disruptions and most of the time other

staff are not aware of main events during the shift.

Question 5. It can be noticed by the all positions that Senior Crewing

Officer is the busiest position in the department.

Conclusion

Airline is one of the fastest growing industry in the world. For instance,
one of the biggest airline in the world is Emirates[7]. Emirates has been
grown more than 161 destinations worldwide with 13000flight crew
(Picture 1). The airline fleet consist of the 258 aircrafts. This growth is
shown in the picture 1 according to the airline statistic from 2015-2018
years[8].

Picture 1 Airline Growth Rate (2015-2018)
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Workload of department linked to above mentioned 3 factors. The
increasing number of aircrafts and destinations bring more disruptions to
day-to-day operation and requires particular amount of the crew members.
The increased amount of the crew directly influence on the workload as
Crew Control is only department responsible for the crew scheduling.
Based on this growth new structure needs to be designed in order to
improve effectiveness, performance, speed of the team. The main goal is to
avoid fatigue of the crew as it is one of the factors to maintain high
standards of Safety.

Results from the picture “Graph 17 shows that higher positions such as
Crewing Duty Manager and Senior Crew Controller have more
responsibilities. Only these roles have authority and enough qualification to
find solutions to any given situation. The rest of the staff (Crewing Officer,
Crew Logistics Officer and Crew Support Officer) of the department do
routine work and cannot make an important decision on his or her own
without involving Seniors. Accordingly, Seniors are distracted to assist a
team which enhance their workload. In addition, junior staff performance
and contribution declines due to staff satisfaction. For instance, the routine
work and less responsibilities leads to the fact that employee loses interest
and enthusiasm to the work. The involvement of the junior staff needs to be
appreciated and taken into account that they can do more difficult work.
Junior staff should be closer to practical situations where they can improve
and train their problem solving, ability to analyze and finding solutions.
This fact should be dropped insofar as success of the company rely to its
own staff.

Crew Control department should be structured according to current
enlarged workload (Picture 2), where main factors such as teamwork,
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sharing responsibilities, delegation and involving each member of a team
will help to run operation more effectively. Respectively, new vision of the
department shared below based on the analyzes (Graph 1), continues airline
growth (Picture 1) and above mentioned problems.

Picture 2 Crew Control Department structure
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Based on the analyze (Graph 1), it can be seen that Senior Crew
Controller is most affected from high workload. Therefore, one more
Senior Crew Controller has been added to share responsibilities. Senior
Crew Controller 1 will be responsible for daily operation and most priority
tasks (communication with OC and disruptions which need to be solved in
a short time). Senior Crew Controller 2 will handle an important task too,
but with less priority such as suggestions of aircraft changes, flight delays
and finalizing crew routes (which can be delegated to Crewing Officer if
Senior is busy). Also, Seniors will be able to respond Crewing Officer
whenever requires.

Crewing Officer tasks are kept, however Crewing Officer “Support
Desk” must not be uncovered. This position will assist any desk or Senior,
but priority has to be given to “Coverage” and “Notification”. Crewing
Officers have been given additional responsibilities to finalize layover
routes, provide flight time period legality, delay flights and update crew
data. By these extra tasks they will be more qualified and able to run
operation during Seniors absence.

Crew Logistics responsibilities will be shared with Crew Support
Officer. In case of shortage they can be replaced.

Referring to graph 1, Crew Support Officer workload is high only
during peak hours and the rest of the time they have less work. Therefore,
two Crewing Support Officers are kept instead of three. Extra Officers will
be promoted to Crewing Officer position through HR process. Remaining
two officers have been given additional tasks to action crew swaps and as
mentioned above to be trained Crew Logistics task.

As a result, Crewing Duty Manager will not be involved to day-to-day
operation, but advice can be taken if it requires. CDM can focus on
administration work and to lead a team for better performance,
effectiveness, teamwork, feedback, trainings etc. Senior Crewing Officer
task will be less busy and less stressful. They will also have more time to
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assist and train a team. Crewing Officers will have more responsibilities
which helps diversifies routine work. Crewing Officer Support desk will
share tasks to take some workload either from other Crewing Officers or
Seniors. Crew Logistics and Crew Support Officers will be closer to day-
to-day operation.

The study takes into account only particular airline structure. This
research cannot be representative to whole airline industry. Different
airlines have different workload and structure of one airline is not suit to
another.

For the future research it requires experienced and knowledgeable Crew
Control staff who knows how department works. Moreover, post
restructuring can be analyzed in order to improve some aspects.
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